DOCUMENT RESUME 



ED 254 166 



HE 018 131 



TITM 

INSTITUTION 
SPOMS AGENCy 

?tJB DATE 
CONTRACT 
IK)TE 

PUB TYPE 

SORS PRICE 
DESCRIPTORS 



IDENTIFIERS 



ABSTRACT 



Corrective Action Framework £or the Office of Student 

Financial Assistance. 

Advanced \nology, Inc., Reston, VA. 

Office of dent Financial Assistance (ED), 

fiashington, xx:. 

Dec 82 

300-80-0952 

64p. ; For related documents, see HE 018 112-135 and 
HE 018 137-140. 

Reports - Evaluative /Feasibility (142) 
MF01/PC03 Plus Postage. 

Change Strategies; Delivery Systems? Eligibility; 
*Federal Aid; Financial Aid Applicants; Grants; 
Higher Education; *Management Systems; *Progra« 
Administration; Program Evaluation; *Qiiality Control; 
*Sttident Financial Aid; Student Loan Programs 
Guaranteed Student Loan Program; *Office of Student 
Fii!;;..icial Assistance; Pell Grant Program 



An ongoing corrective action framework for the Office 
of Student Financial Assistance (OSFA) is presented. Attention is 
directed to the formal management structure in OSFA and current 
initiatives to improve management, and the placement of the 
corrective action process in the organizational hierarchy. Four 
formal mechanisms needed to implement the overall quality control 
process and the corrective action framework are to: assign 
responsibility, develop procedures for initiating corrective actions, 
develop procedures for implementing corrective actioas, and develop a 
reporting system interface for the Quality Control Management 
Information System. Steps in an annual quality improvement analysis 
plan are to: determine the quality policy, determine or estimate 
quality costs, identify dominant quality problems and the corrective 
action systems, and determine compliance to a quality plan by 
operating units. Appended is a matrix that shows which QC subsystems 
could be used to monitor each step in the Pell G^ant, campus-based, 
and Guaranteed Student Loan delivery systems. (SW) 
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PREFACE 

The Office of Student Financial Assistance ^OSF^) of the Department of 
Education has contracted iHth Advanced Technology, Inc., of McLean, Virginia, and its 
subcontractor, Westat, Inc., of Rockville, Maryland, to conduct a three-year quality 
control projea (Contract No.: 300-80-0952). The focu5 of the project is the Pell 
Grant Program, the largest of the student grant programs administered by OSFA. The 
objective of Stage Two (Part One) of the project is to design a quality control system 
to measure and analyze program performance. The reports completed to date under 
Stage Two (Part One) include! 



Quality Control (QC) System Developmer t for 

the Pell Grant Program: A Conceptual Framework 

Action Plan for Quality Control System Design: 
A Working Paper 

A Comparison of Title IV Student Assistance 
Delivery Systems 

Preliminary QuaUty Control System Design 
for the Pell Grant Program 

A Framework for a Quality Control System 
for Vendor/Processor Contracts 

Technical Specifications for Conducting 

An Annual Assessment of Overall Payment 
Error in the Pell Grant Program 

Technical Specifications for QC System Enhancement 
to the Manual GSL Interest Billing Project 

A Study of Quality Control Enhancement for 
the Goals and Objectives System of 
the Office of Student Financial Aid 

Corrective Action Framework for 

the Office of Student Financial Assistance 
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IM INTRODUCTION 

The Office of Student Financial Assistance (OSFA) has made a major commit- 
ment to improving the quaUty of the student aid delivery system and its internal 
. management system. The Pell Quality Grant Control Study, of whid^ this teport is a 
part, as weU as the performance monitoring system and the goals and objectives 
system, exemplify this commitment. During the next year, it wiU be- important to 
formalize this commitment through implementation of an on-going quality improve- 
ment program. This paper presents an on-going corrective action framework for OSFA 
that could focus this commitment into a formal methodology tor quality improvement 
in the management and delivery system of OSFA. C^wrective action should be an 
intcRraLpart of OSFA's quality program. 

There are two major approaches to corrective action for quality control in 
student aid programs. The first consists, of mechanical actiohp to mak^ marginal 
changes in the current delivery system. This might, for example, include changes in 
the proc*idures for application processing or fund disbur$emer<. Mechanical changes 
resulting in corrective action can sometimes be made within one Branch of OSFA, 
especially if it relates to the policy activities conducted by that Branch. For example, 
recent recommendations for corrective actions in FISAP processing involved both the 
Campus-based Branch of the Division of Program Operations (DPO), and the Campus- 
-i>ased Branch of the Division of Policy and Program Development (DPPD). The second 
type of corrective action consists of major structural changes in the delivery of 
student aid or organization of OSFA. Currently, the delivery system assessment task 
of the Pell Grant Quality Control Study represents a major effort commenced by 
OSFA to analyze major options for structural change. 

In addition to these two distinct approaches, there are also two distinct targets 
for corrective actions, internal and external to OSFA. Internal corrective actions 
relate primarily to improvements in the OSFA delivery system for student aid. 
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External corrective action* relate to chan^ in the actual program, and the interface 
between OSFA and the other participants in the delivery $y«tem, particularly students, 
Institutions, States and lenders. While internal changes may require some external 
interactions, possibly through dear coUeague letters, the emphasis is usually cn change 
in the internal delivery system. This typolc^y of corrective actions utiUzing marginal 
and major structural changes and internal and external fod is illustrated in Figure i. 

The corrective action framework proposed here would lead to an on-going system 
which focuses Jwimarily on mechanical actions thaf can be made interna> to OSFA. 
The internal focus is emphasized Because the primary purpose of the framework is to 
imprvjve the quaUty of the current delivery system, not to change the programs or 
redesign the delivery system. Currently, organizational subunits in OSFA have 
responsibility fo; initiating corrective actions. While many <^»anges have been made in 
the past year, progress is uneven, and often lacking support. The proposed framework 
is designed to be a process that can systematically and uniformly encourage corrective 
actions in the financial assistance program. 

The remainder of this f^per focuses on the key elements of the corrective action 
framework. Section 2 presents a Rcneral framework fo^ integratinR corrective action 
into the jaSEA vma^ment system. Section 3 discusses formal organizational 
mechanisms necessary to operationalize the corrective action framework. Section U 
details an action plan for impleiienting corrective action into OSFA. Section 5 
summarizes the report's principal recommendations. 
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TYPOLOGY OF CORRECTIVE ACTIONS 
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2*0 CORRECnvC ACTION IN OSFA 

2.1 ReMorahlp B cti > een Corrective Actkn and Quality Control 

OSFA has made a concerted eftort over the past two years to identify and 
implement quality control and organize corrective action analysis. The Pell Grant 
Quality Conrrfll Project has proposed a wide range oi corrective actions.* These 
proposals have-noi adequately Involved OSFA oersonnei. nor has a formal structure for 
corrective action be«n proposed previously as a result of the current project. The 
purpose of this paper is to consider the basic elements of a generalized corrective 
action framework for OSFA. 

The corrective action framework is an integral part of the overall process to 
increase program quality currently being designed by Advanced Technology for OSFA. 
The major emphasis in the design effort to-date has been on the technical measure- 
ment component which attempts to identify error prone points in the financial aia 
program. Having identified these points, the objective of the corrective action 
component is to introduce program reforms which can increase overall program 
quality. The steps in the technical measurement and corrective action components, as 
well as the interaction between these components, is illustrated in Figure 2. QuaUty 
control has been defined as a process of identifving. correctinfl and oreventing error or 
a tendency toward error in a system. Therefore, as shown in Figure 2. a formal on- 
going quality control effort must combine both a technical (of measurement) 
component and an analytic (or corrective action component. 

The technical componeiH^ot the- qcaiity control process is already well into the 
design stage. Figure 2 shows that the technical component must include a capacity to: 

• Define samples 

• Define measures 



♦Advanced Technology, Quality in the Basic Grant Delivery System . Volume 11 
Corrective Actions , Reston. VA. January i9%7. 
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• Establish $tancfar*ls 

• Develop measurement mechanisms 

e ImplemcHit mearuremcmt mechanisms 
■ PrcUminary analysis of data collected on the technical component of the quality 
control process has identified eight targets of opportunity for increasing program 
quality and decreasing ercofi ' Ar zrcsarr, iwjrK nas oegun onj 

• Evaluating tne vendor/processor role in the PcU program 

• Evaluating the student/disbursement process in the Pell program 

• Evaluating the OSFA Goals and Objectives System 

• Developing an institutional monitoring system that interfaces with the 
review f Lmction of the Division of Certification and Program Review 

• Evaluai* the FISAP disbursement function in Campus-based programs 

• Evaluating the GSL interest billing process 

^ Developing an external a.<sessment system for cm-going measurement of 

\ error in ine Pell Grant Program 

\ 

• Developing a Quality Control Management Information System (QCMIS) for 
monitoring critical functions in the student aid delivery system 

Research on these quality control evaluatiw) and development tasks has 
identified possible mechanisms for measuring errw in major functional areas for each 
of the three major aid programs: Pell, GSL, and Campus-based. Technically, the 
original goal of these tasks was to put niechanisms into place for monitoring most 
functions in the delivery of the major programs (see the Appendix). Operationally, 
work on these tasks has been limited to providing technical assistance to host Divisions • 
and Branches in OSFA. Nevertheless, this effort has established framework for 
developing the technical component of the overall quality control process. 

The analytic or corrective action component of the overall quality control 
procedure is essential to close the loop and repeat the quality improveftient cycle on 
an on-going basis. The critical elements of the corrective action component, as shown 
in Figure 2, are: 



• Comparison ol actual performance with standards 

• Management selection of corrective action options 

• Implen'antation of corrective actions 

• Repetition of the cycle 

This paper proposes a formal corrective action plan for OSFA. Some of the 
assumptions that were considered in the development of this framework were; 

• The overall quality control process, especially the corrective action 
components, should be integrated into the overall management system in 
OSFA. ' 

• The corrective action framework must interface with other management 
systems and procedures in OSFA, including the Performance Monitoring 
System (PM5). * 

• It is critical that the corrective action franyework provide OSFA personnel 
with opportunities to initiate corrective actions and receive recognition for 
corrective actions identification, increased productivity, and error reduc- 
tion. 

• A management commitment to quality in OSFA is essential to the 
implementation of the overall quality control process. 

• The implementation of the analytic or corrective action component should 
be an integral part of the ongoing quality control process. 

2.2 The Role of the Corrective Action Con^xment 

When proposing the corrective action component as a formal organizational 
mechanism for improving overall program quality, it is necessary to consider the 
organizational environment in which it will be implemented. In OSFA, features of the 
current system should be recognized in the overall design. These include: 

• The formal management structure in OSFA and current initiatives to 
improve managenrtent. 

• The placement of the corrective action process in the organizational 
hierarchy. 

Each of these features is discussed in turn. 
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2.2.1 OSFA Management Structure 

OSFA Is organized into functional divisions, most with the re^xjnslbility for 
different aspects of the delivery of aU three assistance programs (Pell, GSL, and 
- Campus-based) Divisions are further subdivided into Branches. In some Divisions, such 
as the Division of Program Operations (DPO) and the Division of Policy and Program 
Development (DPPD), there are separate Branches for each major program. In others, 
Branches are divided by function. For example, the Division of Certification and 
Program Review (DCPR) has five Branches, each with responsibiUty for different 
functions. In the larger Divisions, there are Sections and Units with further refined 
sets of responsibilities. 

Within this hierarchical structure, OSFA is in the process of implementing a 
couple of significant management enhancements. One of the major enhancements 
currently being implemented is the Goals and Objectives System. This system 
identifies goals, objectives, activities, tasks, subtasks, and steps for the delivery of 
each major student aid program. This system has the potential for strengthening the 
management of individuaJ programs, as a complement to the functional management 
system that is currently in operation. It identifies Units and individuals responsible for 
completing individual steps. Currently, OSFA is exploring a networking approach to 
the Goals and Objectives System, which will improve its program management 
capability. 

Another significant management enhancement being implemented in OSFA is the 
Performance Monitoring System (PMS). PMS will provide Branches and Sections in ' 
OSFA with a formal mechanism for: 

• Identifying performance measures for individuals, Units, Sections, and 
t5ranches. 

• Reporting on routine performance of work activities. 

• Establishing goals for improving performance within Units, Sections and 
Branches. 
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• • Monitoring performapjce of Individuals, Units, Sections, and Branches. 

• Evaluating performance of individual employees based on established 
criteria. 

• Recognizing and rewarding exceptional performance. 

- This system involves employees In establishing criteria and setting performance goals. 
It is being implem^ted in Branches where the wor< activities are of an on-going 
repetitive nature, such as forms preparation or review. 

Both systems will provide OSFA with an improved management capability. 
However, in spite of these innovations, the management structure in OSFA remains a 
hierarchical structure with a top down information flow about policy and procedures, 
and a bottom up flow of information about work performance. Consequently, there is 
a gag between policy formulation and actual work activities in OSFA, a gap 
accentuated by the absence of informatlcMi about the types of actions that can be 
taken to improve error-prone areas and functions in the delivery system. This 
relationship is depicted graphically in Figure 3. The quality control process, with its 
technical and analytic components, is intended to give OSFA formal mechanism for 
closing this gap. 

2.2.2 Placement of the Correctivr Action Compongrt 

The corrective action component is intended to be the analytic component of the 
overall OSFA quality control process. The overall quality control process must be well 
integrated into the management structure of OSFA, as well as provide a mechanism 
for closing the gap between policy formulations and organizational activities. An 
illustration suggesting the placement and the role of the corrective action process is 
presented in Figure This placement and role is explained more fully in the following 
discussion. 

The basic design of the quality control process with its technical and analytic 
components, should enhance the roles of OSFA managers in instituting corrective 
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actions. Some oi the principles that should guide the overall quality control process 



• Qualvtv control prpcwJures, with both measurement and analytic 
componenxs, snouid De the responsibility nf Th<> ftranrfa^ and Pivisions. in 
05FA 

• A Qt wjity f^ o ntrol Manafiemmi Infon n miui > S ystem s hou ld be developed 
that utilizes management reports generated from individual quality control 
proceoures. 

• Additional reporting and analytic capabilities that relate to responsibiatics 
that cutac^a^^ ntvig io n s . surii as ine ennancements to thcJOSFA Goals 
and Ubjec$iy«s System. 

The technical assistance activities conducted by Advanced Technology during 
*tagc II of the QC Study illustrates the viabiHty of the first point. For example, 
\fechnical assistance was provided directly to Divisions so they could develop their own 
enhancements to program quaHty. Among the results of this technical assistance 
Kk'ere; 

• A quality control plan for the GSL manual interest billing system in the 
GSL Branch, DPO. 

• An organizational strategy for improving the FISAP process in the Campus- 
based Branch, DPO. 

• A design for an external quality control process for the Pell and 
Campus-based Program, to be housed in ^ Division of OuiUity Assistance 
(DQA). 

• An institutional quality control manual that can be disseminated to 
postsecondary institutions, sponsored by DQA. 

• Enhancements to the OSFA Goals and Objectives System currently being 
implemented by the Division of Systems Design and Development (DSDD). 

The corrective actions component should result in information about corrective 

actions flowing back and forth between the Divisions and QCMIS. This information 

flow should consist of: 

s Transition of corrective action options from Division and Branches to the 
QCMIS for all corrective actions that cut across Divisions and require 
action in more than or\e Division. 

• A formal mechanism for selecting and approving corrective action options 
for corrective actions that cut across Divisions. 

12 

21 



• Direct input of corrective actions that can be implemented by a single 
Branch or Division to the QCMIS. '6 

An obvious retirement for the corrective action framefWjrk will be the 
estabUshment of a formal group to make policy decisions about quaUty control and 
corrective action. Additionally it wUl be important to develop a formal mechanism 
fon 

• Making formal decisions about quality control and corrective action 

• Developing corrective action procedures 

• Developing quality control procedures 
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3.0 F(M(ltAL CC«RECnVE ACTION MECHANISMS 

Whlk th« pravidus section consid^ the pimment of the corrective action 
process within the OSFA management stnictire, it did not address the formal 
- organizational mechanisms that would be required to put the framework into action. 
Four formal mechanisms are critical to implement the overall quality cont-ol process 
and the corrective action framework. These are: 

• Assign ResponsibiUty: An individual or group must coordinate the correc- 
tive action process. 

• ^.y^opJrcKitdwesi^ Mtl^tlnfL Corrective Action^t Procedures must be 

^Lnti^ P*^^^ opportm^ty to gain recognition fo^ 

Identifying corrective action options. 

• ggvelbp Procedures for Implementing Corr ective Actions . A formal 
mechanism for implementing new procedures relate<i to the corrective 
actions component of the quality control process must be developed. 

• Pevelop a Reporting Svstem Interface OCMIS . The corrective actions ' 
framework must be integrated with the technical aspects of t\\e quality 
control system. . vn: 

3.1 Assign Responsibility 

There are two optional approaches for formaUzing the corrective action process 
in OSFA. The first would simply require appointing a senior official as responsible for 
the implementation of a corrective action process in OSFA. This official would 
designate staff responsibilities lor implementing the process and for working with 
Divisions and Branches. 

Alternately, the Deputy Assistant Secretary for Student Financial Assistance, in 
conjunction with Division Directors and Branch Chiefs, could appoint an OSFA Quality . 
Council.- The membership of the council, in combination, might include: 

• Representatives from each of the OSFA Divisions. 

Individuals with responsibiUty for the areas identified earlier as targets of 
opportunity for increasing program quality and reducing error in each 
Division or Branch. . 

^cast one representative from each program, CSL, Pell, and Campus- 
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The Quality Council shoula be responsible for the overall quaUty control process, 
both the corrective action component and the technical comporient. The overall sise 
oi the group should be kept between ten and fifteen people, if possible, since larger 
- groups are more difficult to convene and manage. The Division of Quality Assurance 
(DQA) should provide staff assistance to the Quality Council. The purposes of ♦he 
council should include: 

• Responsibility for the OSFA quality assurance function. 

• Approval of Branch and Division quality control plans (with particular 
emphasis on cross divisional implications). 

• Responsibiaty for implementing the corrective action process and 
developmg OSFA policies and procedures for implementing and initiating 
corrective actions. 

yj2 Corrective Action Procedures 

Another important mechanism for the overall quality control process will be the 
development of a procedure for establishing corrective actions. This procedure should 
be estabashed by the QuaUty Council or senior official in charge of corrective actions. 

When establishing procedures for initiating corrective actions, the Quality 
Council or responsible individual should recognize the different types of corrective 
actions that can be taken. Specifically, the council should distinguish between: 

• Type 1; W orking level corrective actions that can be Implemented at the 
Sj ot where the worked is performed. Usually, the Section Chief or Branch 
Chief can approve this type of corrective action. The Quality Council or 
responsible individual should be concerned primarily with reporting of these 
actions to the QCMIS, as a formal mechanism for monitoring marginal 
changes. 

• Type 2; Corrective Action Artalvsis should be required for marginal 
changes that affect more than one Division, or have implications for the 
overall delivery system for one of the programs. The Quality Council or 
responsible individual may reserve the option to approve the selected 
option. In such cases, the corrective action analysis should consider: 

Effects of the current procedures on key participants . 
Effects of options on key participants 
Selected corrective action 
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• ly*?, Program tevcl corr«ctivtt actions should be analyzed by the 
Quality Council or responsibte Individual* Again, the eifects of the ctrrcnt 
system should t» analyzed, along with the cfiUerential effects of the 
marginal change optew coniider«d« RecommendatioM should be st^ 
mitted by the Deputy Assistant Secretary for approval. 

• Igfi^' corrective actions usuaUy require actions outside of 
05FA. Some marginal dunges, such as forms redesign or simpUfication, 
require policy decisions at the level of th«^ Si.vretary and above. In these 
cases, the Quality Council or responsible indiv jal should submit recom- 
mendations to the Deputy Assistant Sec ^car^. The Quality Council or 
responsible individual should consider the types of additional procedures 
that would be necmoary for Type 4 corrective actions. 

3.3 Procedures for Implementing Corrective Actions 

Whenever a corrective action has been approved, new working procedures are 
necessary. It is possible that these are never documented. Very often formal written 
procedures will be necessary. For example, when the GSL Branch, DPO undertook 
corrective actions in the area of manual interest billing, the Branch in!«titi'^ed new 
procedures. At the very least the Quality Council or responsible individual should 
estabUsh an overall procedure for implementing corrective actions. This should 
include: 

e Description of the corrective action 

• Description of activities tasks and steps affected by t;.e change (perhaps 
related to the Goals and Objectives System) 

• Documentation of written procedures that are to be changed 

• Notation of new procedures that should be developed 

3.4 QCMIS Reporting 

The corrective action system should feed directly into the quality control * 
management information system. The corrective action reports to QCMIS should 
ccmsist of: 

• Summary reports from Divisions and Branches 
e Corrective action analysis reports 

• Corrective action implementation reports 
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Time rtportf wUl vary in frequency and purpose. Summary reports should be 
designed to provide psrMc r«portlng on progren* Along with the implementation 
corrective action pro<:css, they could provide the basis of the corrective action 
reporting system. The type o J corrective action analysis reports used woUld (k^^end on 
the types of corrective actions being impiemented, according to the above framework. 
The corrective action i ni;>l«m«ntation reports would provide a mechanism fpr 
reporting on the etfects, or savings, of implementing each corrective action. Formal 
report formats could be developed for each type of report. 
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4-0 ACTION PLAN 

Th© senior official appointed by the Deputy Assistant Secretary, or Quality 
Council, should initiate an annual <^ty improvement program in OSFA. This 
- requires a significant investment in analysis. 3ohn L. KidweU (1975)* observes: 

A quality improvement program is an investment; mai^)ower 
wUl be used and money will be spent it results are expected. In 
order to put everything into the proper perspective, a fact- 
finding activity U a prcreqiMsite to this investment. One good 
way of involving the whole organliation in this phase »s to give 
key managers specific responsibilities in the fact fiiiding. The 
recommended approach is through an appointment of an ad ho c 
team. (p. 34). 

Kidwell recommends that the ad hoc team have the same membership require- 
ments as the Qu&lity Council. The basic steps proposed by KidweU for the annual 
quality improvement analysis plan arc: 

• Determine quaHty policy and current compliance with quality policy 

• Determine or estimate quality costs 

• Identify dominant quality problems 

• Determine compliance to the operating units quality system 

• Identify the existing defect prevention system 

• Collate and analyze findings 

• Develop recommendations for imit management 

These steps are used here as a basis for an action plan for implementing the 
OSFA corrective action process. The action plan is outlined below. The Quality 
Council is considered the responsible group in this analysis. If a senior official were . 
appointed to implement the framework, then it would be possible to form an ad hoc 
group that would function in the same manner. 



♦3ohn L. Kidwell, A Profit Plan for Quality . Waterford, CT: The John L. Kidwell 
Company, 1975. 
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#.1 De t er min e Quafitjr PpUcj 4nd Compiiance 

OttM-mlnation of the OSFA quaUty poUcy could be one of the most critical ta^s 
of the Quality Council. Kidwell defines quaHty as "«iat degree of exceUence of a 
- product or service that provides for fuU customer satisfaction over the expected life, 
with timely availability at a cost to the customer that he can afford, and at a profit to 
the producer" (p. 30). Clearly, this definition would have to be modified to fit OSFA. 
Once the definition is developed, the Quality Council could initiate the action plan. 
The first step in the action plan would be for the Quality Council to request Division 
Directors to: 

• Review OSFA quality definition and program requirements. 

• Determine the applicabiUty of the definition to their organization- 

• Determine whether or not improvements in the operation are required to 
adopt the quality policy. 

• Determine the extent to which current documentation and procedures are 
adequate. 

Divisions and Branches may identify significant improvements that should be 
mad€. For larger Branches, the Branch chief may need to involve Section chiefs and 
Unit chiefs in the program. The information generated from this procedure will 
provide a starting point for developing the corrective action process. 

4^ Estimate Quality Costs 

Costs of Quality (COQ) is a concept Kidwell recommends for highlighting and 
displaying the "cost of unquality." According to this view, the concept of quality cost 
management is a simple one— "once you know these costs, you can take steps to reduce 
those costs that offend you" (p. 36). In order to achieve this type of incentive 
structure, it is necessary for the units to report: 

• Costs of a quality program (either a quality control module or system 
enhancements developed internally). 
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* ?L^\^'^t ^ nonconformance to standards. (This will require 

luIJer specification of losses or gains.) 

This type of analysis can help CMvision and Branch chiefs to Identify areas where 
corrective actions can be implemented. For example, during the past year both the 
■ Pell Branch and GSL Branch of DPO have implemented marginal changes that could 
result in substantial savings. The establishment of this type of reporting system would 
provide a formal mechanism for giving recognition for such enhancement.' 

»-3 Identify Dominant Problems 

The basic question in identifying dominant problems is "Vhat needs to be lixed?" 
Quality costs tell managers the areas where improvements are needed. The Pareto 
approach to corrective action analysis can be applied to this question. This approach 
recognizes that 80 percent of the problems are caused by 20 percent of the cases. 
Therefore, the Division and Branch managers should focus on their most error-prone 
areas. They should be asked to identify their own dominant quality problems, their 
seriousness and magnitude. They should be asked to separate the Vital few" problems 
from the "trivial many." Corrective actions should be directed toward important 
problem areas. 

Determine Compliance to Unit Quality Process 

Determining compliance to a unit quality process is a two-step process. Since 
most units now have an overall quality improvement plan, it will be necessary to first 
develop a quality plan for the unit -this should evolve out of the review in the prior 
step. 

Generally, organizations have two quality systems: The one they think they 
have, and the ones they actually have (Kidwell, 1975). In order to determine the 
actual quality system, it will be necessary to ask OSFA managers: 

• If the basic functions are being performed? 
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• If there are established standards for these activities? 

• U these standards are actually a<tttercd to? 

• U the new standards are needed? 

KidweU recomnicnds that the Quality Council estabHsh a ••Quality Audit Guide- 
line." Once this guideline is estabUshcd, several quaUty audit teams should be formed 
to the selected areas. The audit teams should have the responsibility in the area being 
audited. 

Determine the Defec%Prmntion System 

Defect prevention, especially n»arginal corrective actions, should be the respon- 
sibiUty of operating units. The corrective action procedures outlined in the previous 
section should help establish this principal in OSFA. The Quality Council should 
consider whether the operating units have internal corrective action systems. The 
basic question that should be asked all managers is "what are the things you do, every 
day, in managing your workers^ to prevent their making mistakes?" The response will 
indicate the current defect prevention system in the \tmt. 
♦•6 Collate and Analyze Findings 

A significant amount of information will be generated from the prior steps. A 
critical task is to put these results together into a meaningful report. The report 
should focus on: 

• Cause and effect relationship 

• The effects of the current system 

• The marginal changes that can be made to improve performance 

• Assessment of the likely effects of possible marginal change 

♦.7 Install On-Cksing Corrective Action System 

Once the Quality Council has been through this cycle once, the baste parameters 
of the on-going corrective action system can be defined and implemented. In fact, 
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this process can become an annual corrective action process that can lead to on-going 
refinement and improi^ement of the student aid deBvery system. 
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5J0 RECOMMENDATIONS 

This paper has propostd a conractlve action framework for the Office of Student 
Financial Assistance. The development and implementation of a corrective action 
process in OSFA can be used to build a management commitment to quality 
improvement. The principal recomnrjendations of this report ares 

• The Deputy Assistant Secretary for Student Financial Assistance designate 
an individual or group as respon^le for the corrective action process. 

• 3?*..**^*!?"*^ official or groi^ should oversee the installation of the 
Quality Control Management Information System (QCMI5). 

• The corrective action process should be estabUshed as an integral part of 
the over;»U OSFA attempt to increase OSFA program quality. 

• The responsible official or groi^ should est^Ush a corrective action 
process with defmcd procedures fpr initiating and implementing corrective 
actions. ** 

• The responsible official or group should initiate a seven-step procedure 
designed to develop the corrective action process as described in the action 
plan. 
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APPENDIX 



COMPARABILITY MATRIX 

FOR QUALITY CONTROL SYSTEM DESIGN 
AND PROGRAM SYSTEM FLOW 
FOR PELL, CAMPUS-BASED AND GSL 
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This matrix shows which QG subs)rstems ohiW be used to monitor each step in 
the P«U, Cani|Kts4>ased, and GSL delivery sysfems. The nprnhered steps are taken 
from the flow charts in "A Comparison of Title IV Student Assistance Delivery 
- Systems- Dune, 19S2); flow chart titles are indicated in capital letters. 

A bullet indicates that the QC subsystem at the head of the column could be 
used to monitor the delivery system step listed on the left. 



34 



qC SUBSYSTEM COMPMlASILITYt KSIGN ONIY 



HOM OMRT A«) STEPS CWffiCRED BOXES) 




S s ^ 


ii 

in Ji ^ 


1 

4- 

Sis 


ii 
II 


■I 

A. 

II 


1 


• 


Pftt fiRWT OCLIVEF SYSTBt 


















!• B> OMigm pfstrlbtftM ^plication Forii 




m 














2* H> Ovtomilfim fVooMsfng Sfwcif fc9tloM 

• 




m 






• 






• 


3* ED Detomitnes Faulty GbnfrtiNftton Schodula 




m 






• 






• 


4* B] Oatenilftes Paymant Schadula 




• 














5. Student Fit Is Out Prf 1 Qrw>^ Application 


• 




• 










1 


6. Studant Fills Out MOF. Application 


• 




• 










• 


7* P9fl Grant ^ocMMT etfftf, ^o4uCM SAR 






• 




• 






• 


8* NX fVoo999Qr Eatars Mtai $«tMiltf Tapa to IMlf Oraiit Rrocasacr 










• 








f , Stndlvfrf Oorracta 


# 












/ 

/ 




fO« f¥oo99Mr OatarmlaM SAf 










• 


/ 







' EMC 35 BEST COPY AVAILABLE 




QC SUBSYSTEM OCMWMBtLITYt CESIGN ONLY 



FLOM CHWIT MO STEPS (MMERCD SOXES) 


m ^ 


« 

f 

-« — 


i 1 = 


1 

^ I 

5: J = 


II 


u 


1 

Cp w 


• 


PEa OMNT DELIVERY SYSTEM ((^ONTtNtEO) 








t 










If. SttMtont V«rfflM SAP 






• 










• 


12. StMdsnt SulMltt SWt to Insffttftfon 














• 


• 


15* lnftlfvtlofl 0»far«fn«» Wwttwr SftNtont MMt« GMiarat EllglblMty O-lterle 


• 




• 


• - 








• 


f4. fnttftvtlon Vaffdstws 


• 




• 


• 










19. instltut ton Ovtsnslnes SIm of Award 


• 






• 








• 


16. CD EsffbffsMs Imtftvtlon AutlMrf xstfon Uwfi Ora«r« Funds frow EOPMTS; 
fl0port« to EDPMIS 




• 












• 


t7« Mat f ttff kM Of^biTMs Award to Studsnt 1 Dttafit In 


• 




• 












• 1 

t0« Inttfttitlon Rvlrftf^m Ovvr|i«)f«Mt or ftolsrf Cbwbb fo ED 


^ "Inst^ fitfiortlfif 






• 


• 










f 9# tfiftt^ si^lts SAR ft rVog* R|3rt«#| CO Adjmff Aiifh^rtcatfoM 

^ — ■ ■„■ i 


0nd Of aCrttrMmont" 




• 




• 








i 



BEST COPY AVAILABLE 



38 



i 



QC SUBSYSTEM OOMRfmfLITYt OESION ONLY 



FtW OMIT AND STCPS (WJHBERCD BOXES) 




m 

9 


t. 

1 1 = 

•I ^ ft 


1 

lie 


aA a 

|l 


Jilg 


1 


• 

« i 
• 


FGJL OMNT INSTITUTION RCPORTINO AND DiSBtRSDCNT 








• 










f * PINS rVocMMt Initial Atfthorl sat ion} Notlflas Inst, i COFNIS of Inlt. Author. 




• 












• 


3. EOTN IS fYxKOSMS Author liat Ion} Nkit If las COPMTS 




• 












• 


COPMTS fVooa«9a« AatiorUatfon Latter 




• 




• 








• 


4. Institution flacalvas Aatfiorlzatlan Nottca 




• 


• 


m 








• 


9m Institution Satailts Ra^uast for Fan4s 






• 


# 








• 


6« COPNTS iVocaasas Ra^fuast; Sands Ctiack or ijaff9r of D-adIt 




• 












• 


7« Inst* nacalw* initial Of ibwaaoiant 






• 


• 








• 


7m. f fwtft^foii S^femltt M Nbe fVo^M« Hayorf 4 S^) 


















7%, IPIMS IVocMfM R9fHirtf*; »liyf m«» lust. & COOIIS of Adjusts Author Iwt Ion! 




• 














7e« (CDFMfS f^ocossof Aotfiorf tatkm OliMgo) 




• 















\^ 39 BEST COPT AV/UUBLE 



oc suBSYSTBt oofm^tLrrY: cesioi only 



« 

FLOIf OMIT iMD STEPS ffUmi^D fiOXESI 


a 


•1 

«a a- 

ti ^ ^ 


«^ 


1 

4- 

In 


fl 






• 

m M 


FCU OMNT IfSTITUTKM RCIKVITtNO AND OlSBUtSEFENT (OONriNtEO) 








• 










14* (Iftttlhftlon SutMlts Rsrtodtc Re<|U0st lor Funds I fUtporf of Expand! tvAs) 






• 


• 




■ ■ 




• 


7«. (QJmrS fVocAssas RsqiiMt} Sands Ch9<A or Latter of Cro41f> 

♦ 




• 


• 


• 








• 


8* InstttvtkMi Sotatts fVo^ass Raport & S/Vts 






• 


• 








• 


9-13* Sm» as 7a~7« 




• 


• 


• 








• 


14-19, Snow « 7a-7a 

f 




• 




• 






• 








• 


' m 


• 








• 


26* PIM5 fVoif«c99 $ti9<tont V«t Nation ftotfw* Batad on All 8Mla Aacafv^ fo tefa 




• 


• 










• 


27# Inttlttftfoa Varffiaa widl/or Gbrr^cta Roatar Oata Oaaa4 an (hm H9eot4u 






• 


• 










28# PiMS n-ocaaaaa Flaal Aacoiiclfatf Moafar 






• 












29« CDFMIS fVoc0»M§ & Cl<»aaa| Naf If Im EOPKTS 

• 








1 








* 



41 8£ST LOPy AV/UUWLE 



QC SUBSYSTEM COMPWABILITTj OCSfOf OMLY 



rtOV OltfIT ^ SUPS (NtMBERCO BOXES) 


1 1 


•1 

$ 


1 

11 

1 IE 

«^ -g ^ 






SI 

•ff W 


K 


• 


POJ. WANT IWTITVriON REPORTINO AND OiSBU)$E)€NT (OOMTINOEO) 














♦ 




30. EDPMTS CfosM Account 




# 


• 










•. 


31. Ifistfttftfon Rocsfinss Flnel Rost«r 






• 










9 



I 



43 

o 

, ERIC 



44 



BEST copy AVAIUBLE 



OC SOB^VSTEM OOMPWABfLITY: CESiGN ONLY 



♦ 

FLOW CtWRT AND STEPS (NtMBERED BOXES) 


1 


m ' 

-A- 


I 

^ %i 

-8 


1 

^ I 

;:i = 


^5 

9 k 

a 


1 S 


1 

iii 


# 

•J z 
His 


CAMPUSHMSEIV-eO/lffiTITUriON PREAPPL ICAT ION PROCESS 








♦ 










1 . ED f^lbll9^M NDSt Low Iroom l^stfttttton List 




• 


• 










• 


2m CO N0t«<>ur9M T«adwr/Nf f Itary Cancsl lot Irnis (NOSL) 




* 








• 




• 


3, ED R«ports NDSL Atsfgnmsnt AccaptancM & R«f«rral Activity to Instftuf Ions 




* 




• 




• 




• 


4. W Drafts i Piiblfshas Fanning MUM' 




• 








• 






9. a Dsvwiops, Claars, 4 Olstrlliiitas FISM> 




• 








• 




1 


6. Q> Dataraitnas EMglbMfty ft OM^fff«« Naw Instf tat tons 




• 








• 




• 


7. Instftatfon Salmtta FISAF 




• 








• 






8. CO Koy Efffars Data, fVodacaa Edit Naport 


















9* Instfttftlon Oorracts or Varfflos Report 


















fO« CO fVocasi9S Raporti $«nd« Tantatfwa Allocation Lattar 

• 



















o 

ERIC 



45 



BEST COPY ava:'.a:j'.e 



46 



QC stesrsTEM ooKPwweiLfTrj cesign only 



FLOW CHWT AND STEPS CNIMBGREO BOXES) 




fl 

f 

S 6 ^ 


VJ J5 w — IT >- 


1 z 

il 


•2 • 


1 


• 

His 


CAMPtlS-eASEO-CD/IHSTITUriOM JWEAPH, ICAT ION PROCESS (COMTIHUEO) 


















II. Itational AppMl PiMwl Rmfi««s ftoqiMst and Makes Racowwwwtet low 




• 








• 




• 


12* Appaalt Ar« f»-oc»»»ad 




• 








• 




• 


f3« ED Cat culsfiM Final Awadt 




• 








• 




• 


14. EO Nbftflas EOPMTS of Allocaffon Laval 


















19. ED S«fids Final Award Lfftfar fo Instltvtlon 








• 










lastlttrtfon FWIodlcatly Cfowt Fundi trm EDPNTS up to AMoeaflon Laval 








• 











♦ 



47 



BEST copy AVAILABLE 



48 



QC SUBSYSTIM OOMP/SRABtLITYt CESIGN ONLY 



rLinf vWRT SlErS llflfWItll oUXESI 


C 

n 


m 

f 


i. 

li 


J 

!-*= 

1 i 5 


li 


ti S 
- t 

2 = ? 


s 

c c 

C9 CL ^ 


• 

2 = 

• 


CAMPUS-flASED— IKSTITUTWH/STUOEMT FLOW 








• 










1* SttNfent FIf Is Out Aid Application 


















2. Instlttftlon Usas Approvad Srst«M to Calcalata Nbad 








• 








• 


3. Instltvtlon Ostamilfiat Stwdaift Eilslbllity for filtrmi Fimda 








• 








• 


4* Instfttftfoa D»tamln«s Award SIra Basad on Funds Availability 








• 








# 


5. Stutfant Acoaptt or Raj acts Award 








• 


f 


• 


1 


• 


CMS 


















6. fnstftutlon Oatantlnas Eligibility of b^ioyar & Spacific ^b 








• 








• 


7. Instlttftlon Matchas Stadant to Job 








* 

# 








• 


Stwdent Accapts and forms Job 








• 




• 






9, foployar Pays Studant ft Sohalts Payroll Racord to Instltwtfon 








# 




• 




• 



erIc . 49 BEST copy a/;,;ladle 



OC SUBSVST9( O0MP/IMB|t.t1Yt OE$t0N ONLY 



• 

ftm CKURT no STEPS (MJMBERfD BOXES) 


1 ^ 


f 

a y ^ 

5 

S 6 ^ 




5 


— »— 

,11 


• 

li- < w 


^ ^ 

" ^ ^ 


m 

^ < 


CilMPlfS-fMSEIV- 'iNSTITUTION/SIUDENT FLOW (CONTINUED} 








# 










to* luitltiitloii fl9tfliiburMS &l^^cym* 



















f !• IfistI tot f Oft dnploys A P^yS Studont 












W 






f 2« iMtltrflofi May Obtain Walvsr of Matching Raqylranant frooi CD 


















tv tailcM«r SafeNilts PMroll Rscord to tmtftiftlon 


















14^ iMfl tut fM Pav« ^tltrfflt 












# 




- 

* 




















f A. iMf ttvf Ififi McMltora CiMwl8tl¥# CrfriflfiM to Fr0¥0nf Ov#r airard 


















SEOO « 


















17, iMtltvtton Pwrlodfcally OisburMs SEOO 








• 




• 




• 



LERIC 



51 



BEST COPY AVAILABLE 



52 



gc suBSYSTM ooMpm/eiLins ocsigk (my 



a<W p««<T MO STEPS (WMOERGD BOXES) 




m 
g 

> 

V 


Ih 

Si 


J 


\ 

I 




1 8 

2 = 8 


d i i 


• 

n :: 


CMi>VS-«ASCO**IHSTITUTI0H^1U0ENT FLOW (OONTINUCO) 
















1 
















* 




t8» IfWtrtiitlon IfifoTM Stiiditnt of Rl^ts & 0btl£^flon9} 
Sttident CoMplafM Data St»#at I Signs fMm 








• 




• 




• 


19* StiidBift Signs Mvmnem m Raqulrad 


















20# tffsttttitfcfi OlibursM Ftm^s 








• 




• 




• 


21* Stuctent CopfvletM Etfucstlcmal f^o^asi 








• 




• 


1 


• 


22, ln»t# Pwlucff Eicit IntorvtMf Studant Signs RafMiynmit Scfi^d^fa and 
U^tas QBta Shaat; lmt« Ralnform St«dant of Rights and Obligations 






1 


• 








• 


2% Studant In Oraca Parlod, Instftntlon Eicarclsas Oua Olllg«K» 


















24« Institution Bills Sttidont 












• 






2% Inst* Attasyts to Cdllact IMpald Loan, Incladlng Saing & Inferring to ED 


















• 

26m Studant Makas f^ymnf on Tlioa 

O — ■ ' 












• 







ERIC 



53 



BEST COPY AVAILABLE 



54 



/ 



SUBSYSTEM OOKPWABILITYf CESIOf ONLY 



FLOW OMRT ANO STEPS (mMBERCO SOXES) % 


e 

c ^ 

.^^ 


e 

-e — 
a. t; 

r i = 

3 8i 


1, 

<n H 


1 

4- 

ill 




t 8 

M. < *» 


It 

csr e, ^ 


• 

•I 2 

• 


C^NPtfS*B^[>--tM5TfTUriOH/STUCENT FLOW tCOHTINlEO) 


















21m Sttidmt R«c«lvM fVonUsory Itot^ Mvrked *^ld in Ftfll**| Account Closed 


















28« Stddent ReqoMts Caiicel latfoit 












• 




• 


29« fnstffution Acts on Cancollatfon ftoqtjsst 








• 




• 




• 


30» Stu<f»nt R«qif9St9 OefcNnmmt 












• 




• 


3f* tnstf tvtton Acts on Dsfomimt Request 








• 




• 




# 


At 1 fVo^'OTs 


















92« tnstltiitlofi Nftffitaffif n^conls 








• 










3J* EO (bndyctt f^ogrm Ravfmr* 




• 












• 


34« Inst 1 tut fon Hscords Audited 








• 








• 


39# Institution Subslts Semi ^lAnnueh^ Report on Defaulted WSt Sorrowers 








• 








• 



ERIC 



55 



BEST COPY AVniLAji.E 



56 



1**' 



gC SIASYSTOI OOir^R^ILtTYf DESIGN WHY 



aoM cnm a»o steps (nimbereo boxes) 



UJ 



«l ^ 



i. 

11 = 

«■ g - 



I 



lis 
JJ 



2 = 8 



T 
I 

c 



9 

n z 
Hi i 



(JSUTISl OaiVERY SYSTEM 



NB.j BscmiM no FISL Loans wi f t l» (wdo after October I, FISL-only steps ara oifttod 



I. Student Obtains Application and Fills Out Student ftjrtlon 



2. Institution Certifies Financial and Enrol tiMnt Statusi Oetemilnes General 
Ellglbllltir; Applies N»eds Test 



3. Sfudonf S«ilMlts Application to Lender 



4, Lender Sutmtts Application to OA fGoM-antee Agency I 



6* OA Gtierantees Loan 



9. Student Signs Promissory Note 



9» Lender Issues Chmck 



10. Lender Nay Cootrect Servicing Function 



II, Lender May Sell Note to Secondary Marliet 



ERIC 



57 



BEST COPY 



58 



gC SUBSYSTm OOHPMMBiLITYt CESION OMLY 



nOH CMWT AND STEPS (fftMBPICO BOXES! 



c 22 



« ?2 



TT 
I. 

ill 

V* A ^ 



S 

l|5 



i3 



**■ ^ ^ 



GSUriSL OEllVfRY SYSTEH (OOMTINIED) 



09CSU9O fK> riSL Loatif vll I b0 mmtm •ff«r October 1^ riSL*^ly sfepi are omitfed* 



1 2« LeiKfer or Not I f las School of Loan 



f 3« Qmck Payable to 5itfdent and lastltatloa Jolatif 



14* lasfltetloii Olves Chech to Stadimt 



I9« Check Seat to Stadeat 



f6# Check Sent to Inttltutfon 



17* Student Pays School and Retains Remaining Funds 



f0« Both Parties Endorse Check 



19* Instlttftlon Retalna Mhat Studaet Omsk Student Receives Repatnlng Funds 



2QU Lendar R^^iuests Intw^st Sabsldi^ 



er|c 



54 



BEST COPY , • 



60 



QC SUBSTSTOt am»IWBll\V(t DESIGN ONLY 



FLOW CHART ^ STEPS (HllMBERfD BOXES) 


m 

c ^ 

U 

UJ w 


III 

f 

a 


I; 

ji 


1 

5 i 5 

— ft V 


^ i 

n 


i r 

1 1 

r i 8 
< ^ 


t 

0 C 


• 

o • < 

ax*' 


GSl/FISL DELIVERY SYSTEM (CONTINUED) 


















NB«} no FiSL Loans will to mod* affw Octobsr t, FISL-only steps are cnttfted. 


















21. L«ndw Bills Stvdant for Interost 














• 




22, lamfor Ilec9lv«s Psymnf of SpcKrlai Allowancs 
















• 


23* CA, ED* or Lander Conflnas Studant Status with School 








• 






1 


• 


2*0 Student Enters ftopaym^t Status 
















> 


29. Stvitoiit May OmsoMdIata Loons with SLMA 














# 


• 


2e« sniifant Not If fas Lendar of Oafarmaitt Statvf 














# 


• 


21 0 Laadar Cmrcfsas Oua Dllfganca 
















• 


Z6« landar Submits ClaN to 6A farlta-offi 


















■ ■ — " .-.*.-p-.- ,— ■■>..■- _ ■■ I..-,-— -,-p-. 1 . 1, ■■ - ■ 

>0a Laa^ SutM^tts Clalia to GA idafaalt or Ch^ 131 

i\ ---p ' 














# 





ERIC 61 



BEST copy AVAILABLE 



62 



QC SUBSYSTtM OOMRWMBILiTYi 0CSK3N ONLY 



• FLOW CHMJ MO STEPS (MiMBERED BOXES) 

* 


\i 

M fL 


il 

f 

5 1 = 


I. 

in jy ^ 


c 

1 


H 

Is 


% 

^» M 

22 5 8 

u. < ^ 


"1 ' 


1 

. 1 
•? C 

» z ^ 


6SL/FISL DELIVERY SYSTBI (CONTINUED) 










0 








«.j OecwJM ro FISL Loans irlll be mads aftar Oclotor 1, FISL-only steps are owltted. 


















32. C^ Fays Clalai fwrite-offi 














• 


• 


34. 6A f>ys Clalw fifefeult or Ch. f3| 

• 














# 


• 


36. G^ Submits Claim to ED for Relmfawrsement (write-off I 


















37. CA Sutmlts Claim to ED for RelmbursMient Idefault or Ch. 131 














• 


• 


39. B) Ralmbursos OA fwrtte-off ) 




• 










1 


• 


39. GD Reimburses GA Idefault or Ch, 131 




• 












• 


40. GA Attempts to Cbl lect From Student 


















42« 6A S9mf9 Rmtwltwnm^nf Chock tp ED 








1 






# 


• 


44, D9f miffed Loon Account U CredltiNf with R^ymsnt 














# 


w 


* 

45. Lander Requests Peywent of Special AMMence 














• 


• 



_ o 
. ERIC 



63 



BEST COPY A ,, 



64 



